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SCOPE OF THE WORK 

1%B IdwiakBa Bureau of E&aioiny and ESeuamy is engaged 
in a monicipal survey along the lines of the Fittabui^h Survey 
sad the activities of bureaus of municipal research of other cities, 
but is of broader scope than either. This survey has two prin- 
cipal sections, the first, a study of the social and economic con- 
ditions within the city ; the second, a study of the economy and 
efficiency of municipal departments. 

The Boeial survey inquires widely into the conditions of liv- 
ing within the city. Studies are being made of health and san- 
itary problems, housing conditions, accidents to workmen, stand- 
ardfl of living, and kindred subjects, and definite plans will be 
proposed for the advance of the city to the best social conditions. 
The survey of business efficiency inquires into the organization, 
administration, accounting, finance, business practice, construc- 
tion, and operation work performed by the various departments 
of the city government, and will work out economical and effi- 
cient business systems for these departments. 

Beyond its work for the city departments, the bureau seeks 
to become a part of the general movement for the advance of 
the city along material and social lines, and co-operates to this 
end wherever possible with local business, industrial, civic, and 
social organizations and with state and national organizations 
of similar character. 

THE SOCIAL SURVEY 
The social survey is not an exhaustive investigation intended 
to expose conditions or to furnish material for social philosophy, 
but a means of measuring the efiieiency or discovering the in- 
efficiency of city government. It is based on the principle that 
the municipal government is a social corporation conducted for 
the health, welfare, and prosperity of its inhabitants. Conse- 
quently, the measure of its efficiency is the extent to which it 
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makea its reBOurces go in promoting health, welfare, and pros- 
perity. These are its dividends. 

The investigation of housing conditions, for example, is simply 
an investigation of the extent to which the existing laws are en- 
forced. If they are not enforced, the efBeieney survey must de- 
termine why they are not enforced, and how they can be en- 
forced. The same is true of the investigation of infant mortal- 
ity, tuberculosis, the millf supply, unemployment, garnishment 
of wages, newsboys, and so on. The social investigation discovers 
actual conditions; the efficiency investigation determines means 
and measures for dealing with them. If the city wastes its re- 
sources in one direction by bad organization and poor economy, 
the effect is seen at some other point in the misfortune, ill health, 
or economic handicap of its citizens. The social invest^tion is 
directed towards discoverii^ these points in order that the efiB- 
ciency investigation may find remedies for them. 

THE EFFICIENCY SURVEY 

The efficiency survey is a thorough study of the 
e«rpor«tiaa work performed by departments for the city, to 

be followed by a reorganisation of procedure 
along lines of the greatest economy and efficiency. In the con- 
duct of its executive departments the city is simply a business 
corporation, and efficiency in the work of these departments is 
to be secured by exactly the same general methods as in private 
corporations. The bureau is, therefore, following the lines of 
investigation and reorganization that have been developed in 
the efficiency work of business experts and efficiency engineers 
for the most progressive private corporations. 
_ The city department and the private corporation 

elt7 effiolaaer operate, of course, under considerable diSerences 

of conditions — differences that render successful 
efficiency work for the city much more difficult. The city de- 
partment is governed and limited in its activities by a mass of 
legal requirements, complex in their nature, frequently confus- 
ing, built up from a number of non-coordinated sources, but 
which the department is compelled to follow implicitly. Transac- 
tions are attended by lai^ amounts of ceremony and red tape, 
a considerable part of which seems unavoidable, at least without 



,y Google 



fnadamental changes in methods of control. The activities of 
the various departments differ widely in nature and many of 
them are of a peculiarly complex hind. The task of their re- 
organization is comparable to the problem of reorganizing half 
8 dozen manufacturing plants of widely different types at the 
same time, and of combining them into one perfectly. adjusted 
and Gooperatii^ whole. In addition, the business and accounting 
practice of cities is in a much more backward condition than 
with private industries. Where efSeiency work for a corporation 
can usually start with good accounting and statistical systems, 
and with modem methods of operation and business transaction 
already installed, work for the city must usually begin at the 
very bottom and conatruct these accounting and business sys- 
tems as the first steps of the work. Political conditions invari- 
ably produce severe restrictions. These and other handicaps, 
however, simply make efficiency work for the city more difficult 
and are not so fundamental as to prevent similar methods from 
accomplishing equally valnable results. 

THE PROBLEMS OF EF^CIE^4CY WORK 
High efficiency in a business or department requires effective 
operation, proper business procedure, good accounting, thorough 
ot^anization, and capable administration. The work which the 
business or department exists primarily to perform is carried 
out through its operating processes and business transactions. 
Accounting makes permanent record and statement of these ac- 
tivities and presents their results graphically for information 
and study. Organization makes plans for the activities, and 
systematizes them into a coordinate whole. Administration over- 
sees and actively conducts the work under the organization plan. 
Every industry or department is a plant for the 



Its operating processes include all activities of a 
technical or mechanical nature engaged directly in turning out 
the commodity or service. The paper mill and the health de- 
partment both have these problems of operation. Efficiency can 
be attained only when operation is at a high standard. To se- 
cure the standard, engineering and other technical skill is in- 
volved, and usually problems of construction, maintenance, and 
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operation must be solved. Changes so simple as the re-locating 
of the machines in a repair shop and the standardization of mix- 
tures for producing castings have been known to result in 50^ 
increases in production without additional expense. 

Business procedure includes all activities involv- 
. ^^^7^ ing primarily the transaction of business. All 

general business transactions, financial operations, 
and problems of employment are included. Efficiency and econ- 
omy can be secured only where there are utilized the best mod- 
em business practices and safe-guards in such things as lettii^C 
contracts, making appointments, collecting revenues, and hand- 
ling stores. In purchases, for example, the careful determina- 
tion of the best material for particular purposes, the active 
study of markets and products, strategic buyii^ by a trained 
purchasing agent, and the careful safe-guarding of use by a 
modem stores system, all go to make considerable savii^ over 
the usual careless methods. 

Accounting procedure includes forms, records, 
'™" accounts, statistiea, and reports. A good account- 

ing and statistical system makes permanent record of all activ- 
ities, and, through an adequate ^«tem of reports, offers infor- 
mation in general and in detail of work performed and re- 
sults accomplished. Moreover, it gives adequate control over 
procedure and provides a check upon honesty and accuracy. 
Such a system is the means by which a business or department 
may study itself and leam of leaks and inefficiencies. It can 
be made to furnish a lai^ part of the exact information upon 
which alone betterments in efficiency can be continuously se- 
cured. A thorough and adequate accounting system is, there- 
fore, a necessary part of every efBciency system. 

Organization famishes the systematic plan for 
*** °" the conduct of the department or industry. Per- 

fect organization adjusts a department like a good machine, pro- 
viding for the same smooth, continuous procedure of work, the 
best adjustment, most complete co-operation, and most econom- 
ical use of energy. It aranges for definite individual responsi- 
bility in such a way that all activities are given adequate atten- 
tion. It distributes the total work so that adequate tasks are 
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assi^ed each individual without over-burdening. It provides 
a iinifona and simple system for the conduct of all affairs that 
ean be redueed to routine, and for a regular progress of work 
through the department. It secures definiteness, and stepping- 
up of authority so that department heads may be free for prob- 
lems of general or special importance. Careful study and hearty 
cooperation can produce a close approach to thia ideal. 

Adniniatra- Administration concerns active management. Or- 
**"" ganizatioD is static, its plan is powerless by itself. 

Administration is dynamic and personal, concerned with the 
most effective accomplishment of the work in hand. It must 
initiate and energize and guide. Oi^anization treats the de- . 
partment as though its methods were fised, and as if work were 
of definite amount and constant character. Administration ad- 
justs organization to meet the actual conditions of operation 
with its momentarily changing detail of conditions and amount 
of work and unexpected problems. Organization seems most 
completely effective in planning the larger, more constant activ- 
ities) administration to be most needed in fluctuation and de- 
tail. Organization plans procedure, and administration actively 
carries out the plan under necessities of changing conditions and 
complexity of detail. The most effective administration can grow 
only from good organization, personality and training, and high 
esprit de corps. 

In each section of efBciency work just outlined 
SSu**°' there are involved three fundamental eflSeiency 

units, namely, those of materials, processes, and 
personal services. In every piece of work performed there is 
the problem of quantity, quality, and utilization of materials 
(the best materials for use and the best use of them) ; the 
problem of number and utility of processes (the best methods 
and best utilization of them) ; and the problem of quantity and 
quality of peraonal services {the best services and best use of 
them). Materials and processes may he studied among the 
problems of technical operation. EfEeiency of personal service 
is fundamental for all successful work and must be given spe- 
cial attention. It involves the four elements of honesty of appli- 
cation and purpose, proper incentive, good conditions of both 
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work and worker, and adequate skill and training. These must 
be secured for the best effieieney in any piece of work per- 
formed. 

Every complete piece of work, no matter how 
plim small, involves all the sections of the efficiency 

outline — some phases of operation, business trans- 
action, accounting, organization and administration. Depart- 
mental effieieney can be the product only of efficient details 
of procedure and of effective condnct in all the various sections 
of its work. Bad conditions in any sii^le section may make a 
high standard of accomplishment absolutely impossible. A 
complete efficiency plan must concern itself, therefore, with 
endless detail, and with every phase of work performed, whCe 
moving steadily toward a definite general plan for the under- 
taking as a whole. 

The regular and advisory staff of the Bureau of Economy 
and Efficiency is so organized as to include experts in engineer- 
ing, accounting, law, business organization, labor organization, 
and municipal administration. The outline of methods and 
description of working papers which follow will indicate the 
completeness of detailed study and the general plan of the work 
as adjusted to the peculiarities of municipal affairs. 

PLAN AND METHC»>S OF THE MILWAUKEE BUREAU 

^^ In order that an efficiency study may proceed 

m«rve7s ^^^ directly and intelligently it is necessary at 

the start to conduct certain general and rapid 
studies or preliminary surveys. A knowledge of the problems 
ol the city as a whole, and the information necessary to intel- 
ligently conduct and properly coordinate the latter detailed 
study and development are thns obtained. 

The intensive study proceeds in three steps. Complete in- 
formation is secured as to the work undertaken and the general 
methods and details of procedure. With this complete knowl- 
edge, work and methods are critically analyzed and betterments 
worked out in detail and tested in actual operation. From the 
detail, the systematic efficiency plan is built up and installed. 
Some of the detailed sudies can be made for an entire under- 
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taking, but most of them can best be pursued by departments 
or department subdivisions. 

In the work of the bureau it seemed desirable to combine the 
preliminary surveys with such detailed surveys as could be made 
for the city as a whole. This method was aeeordii^ly followed. 
Five preliminary and general surveys were conducted, as fol- 
lows: 

1. A legal survey. 

2. An organization survey. 

3. A survey of business procedure. 

4. An engineering survey. 

5. A survey of aeconnting practice, 

^1^^ The eity in all its activities must follow a com- 

Ugal plexity of legal requirements as set out in the 

***~* charter, state laws, and eity ordinances. The 

charter of the City of Milwaukee is itself simply a collection of 
laws passed during a considerable period of time. At the time 
of the organization of the bureau there was no collection of 
legal material that would give accessible information as to the 
legal duties and responsibilities of the city officer, or of the 
legal requirements in any line of city activity; and to det«r- 
mine the facts for any particular question necessitated a long 
and difficult search among volumes of laws and ordinances. 
Such a compilation or digest of the law seemed a necessity for 
the work of the bureau and the city department as well, and 
one of the first pieces of work undertaken was the preparation 
of a digest of laws and ordinances which gives this information 
under eonvenient indices. The outline for the legal digest and 
sample pages appear as Appendices Nos, 3 and 4, pages 20-Sl. 

Aside from its main use as a reference work the legal digest 
will furnish a check upon the following of legal requirements 
in department activities. It wiU also indicate where methods 
can be changed freely and where additional legislation must 
be secured. Copies will be furnished eity departments for such 
use as can properly be made of them. 

The digest cannot be used in decidii^; technical or mooted 
legal questions, because of the complexity and confusion of the 
legal situation. Laws and ordinances are frequently contradic- 
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tory and in conflict with themaelves and each other ; legal deei- 
Nons have frequently given special application or meaning; 
and frequently only an appeal to the courts can determine defin- 
itely what are the legal right and requirements. In all cases 
where technical l^al problems are involved, the bureau will 
proceed only upon opinion from the office of the City Attorney. 

OrcanlBatlim '^^^ Organization survey includes all city ofScials 
okkrtB >B<| and employees and shows their relations, their 
**■"■*" authority, and the duties undertaken by them. 

The results have been worked into charts which show relative 
position and authority, and by brief accompanying digests, the 
work performed by each man. These charts show with what 
degree of thoroughness the work of the department is organ- 
ized. Subjected to careful study they indicate the lines of 
organization that will give the best attention to the entire 
work involved, and the most effective distribution of duties and 
responsibilities. Such charts furnished to the various depart- 
ments will permit new officials or employees to gain in a few 
minutes a general knowledge of the work of their department, 
and of the particular responsibilities resting upon them. Under 
present methods an officer frequently must spend a year or 
longer in his office before gainii^ through the routine of the 
work a complete knowledge of his responsibilities, and he is 
thus in danger of failing to give proper attention to important 
affairs. 

The outlines of procedure being followed by the bureau pro- 
vide for the following utilization of the charts and performance 
d^ests: 

a. Comparison with legal digests to determine to what extent 

department procedure is legally required and to what 
extent simply built up in business practice. 

b. Studies for inadequate supervision, and indefinite responsi- 

bility and authority. 

c. Studies of completeness with which activities of depart- 

ments are covered, and adjustment of distribution of 
duties. 

d. "Working out new charts and digests for study of proposed 

reoi^anization. 
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e. Copies furnished for assistance of departments — especially 

of new officials and employees. 
A sample chart and sample pages from the digest appear as 
Appendices Nos. 5 and 6, pages 22-23. 

SmrreT of Many methods of business procedure are eatab- 
imitoeia lishcd for the city as a whole. A section of the 

procedure preliminary survey inquires into the extent to 
which business procedure is prescribed, and the detail of such 
procedure. Later, methods will be compared with the best 
methods of private corporations and suggestions made for im- 
provement. Important sections of business procedure are : bud- 
get practice ; methods of letting and handling contracts ; stand- 
ards, specifications, and inspection of purchases; methods and 
control of revenue collections; employment problems, such as 
methods of making appointments. 

Approved city o^anization centers many of these problems 
in the office of the city comptroller. Deputy-Comptroller Les- 
lie E. Everts, an experienced accountant, had already under- 
taken a reorganization of methods in certain lines of business 
procedure at the time the bnreau was organized, and is continu- 
ing this work. His work on the city budget has been especially 
valuable. 

In line with the general policy of securing a 
inapeotion * broad knowledge and grasp upon the problems 

involved in the city's work, a preliminary engi- 
neering survey was arranged with the consulting engineers of 
the bureau and a party made up so as to include experts m 
mechanical, structural, civil, hydraulic, and chemical engineer- 
ing. The itinerary for the inspection trip of this party is given 
in Appendix 7, page 24. General suggestions were embodied 
in an informal report as to the possible coordination of differ- 
ent features of the field and plan operations of the city, and 
numerous su^estions were made as to concrete studies of prob- 
able value. These suggestions are being carried out in the 
detailed department studies. Arrangements have already been 
made to have certain of the detailed studies carried on by the 
engineers who became especially interested in them. 
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A very brief inquiry into the aceonnting ays- 
tems of the city indicated that a complete prelim- 
inary survey would not be required. The general 
accounts for the city and accounting methods as far as they 
are uniform and of general application are centered in the office 
of the comptroller. As the comptroller's office was actively 
engaged in reorganizing its system, it was agreed that this 
work should go ahead independently and that adjustments should 
be made by consultation as necessary. The departmental ac- 
counts which constitute the great mass of the accounting work 
of the city are considered in detail in the intensive department 
studies. 

DEPARTMENTAL SURVEYS 
The greater part of the work of the bureau is being devoted 
to department surveys. The entire city will be covered, the 
work of each separate department being completed, however, 
before that of another is undertaken. The work of the depart- 
ment is studied in every detail of operation, business transac- 
tion, accounting, organization, and administration. The prob- 
lems of the department are then analyzed as a whole and better- 
ments su^ested whenever they appear possible. For the out- 
line of department surveys see Appendix 8, page 26. 

The first step in a department survey is a gen- 
eomferenee ^^^^ conference with department officials and em- 
ployees to put the bureau in thorough touch with 
the work performed and its principal problems, and to secure 
suggestions as to the direction in which the department most 
feels tiie need for help. The work of the bureau is entirely one 
of assistance to departments desiring efficiency, and it has been 
received with cordiality by both officials and employees and 
given hearty cooperation. 

PreUminkry "^^^ second Step is a rapid preliminary survey of 
d»p*rttn«iit the department by members of the bureau's staff. 
■turver Fjiyg survey is based upon the knowledge gained 

in the general preliminary surveys, the careful study of which 
immediately precedes it. Its principal purpose is to give the 
men who are to make the further investigations a comprehensive 
knowledge and grasp of the problems of the department in order 
that they may proceed most intelligently, and with the most 
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practical benefit to the department aa their goal. The reanlta 
of the survey are put into written form under a uniform skele- 
ton outline (see Appendices 9 and 10, pages 26-27), and sub- 
jected to careful analysis for omissions and points for special 
consideration. 

The preliminary survey is made a guide for the 
^^J^^ complete detailed study of the department, which 

is the next step in procedure. Each division of 
the department, and each plant or section of field work is made 
the subject of a complete study covering all sections of the 
efficiency problem (see outline, page 2 5 ), and going into the 
minutest detail, while the department as a whole is studied in 
the detail of general departmental activities. The result is 
embodied in a detailed report, written upon the same skeleton 
outline as the preliminary report, which covers every phase of 
the entire activities of the department. This report is submit- 
ted to the department for verification, Sample pages of a de- 
partment report appear as Appendix 11, page 28. 

Oov*traetlT« Upon completion of the detailed reports, the 
atvdr, RMd bureau has the complete information necessary 
in>t*ii*tion f^j. effective study. The material is submitted 
to an efficiency analysis and criticised from every point 
of view. Special studies are made of points of particular 
importance and special reports worked out for particular 
phases of the departmental work. These will include studies 
such as a report on methods of accounting with proposals for 
a complete system ; a report on financial transactions, with spe- 
cial reference to revenues collectible by the department; com- 
pleteness of collections and proper accounting for them; and 
a special engineering report on the mechanical efficiency of 
operation. The outline for the study of a special problem of 
this kind is given in Appendix 12, page 29. 

The suggestions of the bureau for betterments are collected 
and coordinated with present department practice into a defin- 
ite system and subjected to final criticism by the advisory 
experts of the bureau. The plans are then laid before the de- 
partment and discussed fully. Finally, the system is installed 
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by the department with the afisiBtanee and sapervisjon of the 
bureau. 

An important part of the woA in every de- 
DBit aratem partment is the installation of cost accounts. 

These accounts do not represent a complete 
or separate accounting system. Bough results can in fact 
always be determined where reasonably good accounting 
methods are in operation. The cost system adds a series of 
simple records to those already existing, primarily to determine 
accurate costs, but the records fit themselves so closely into the 
activities of the industry that every detail of operation may 
be studied in its true relation, and thus, through the knowledge 
so obtained, the highest grade of efBeiency is made possible. 

The ctmt system gives complete information as to the cost of 
performinit a certain piece of work or furnishing a certain 
service. For example, it determines the cost of laying a square 
yard of street paving of a certain type or of furnishing 1,000 
gallons of water to the consumer. This is, however, only the 
beginning of its usefulness. The cost results embodied in suit- 
able reports give a constant check upon performance, and, 
through them, the benefits of ef&ciency organization can be 
given permanent effect. 

Ita ntlllsa- -^ comparison of results year after year will 
**•" show clearly whether the department is advanc- 

ing or retrograding in efficiency, and will thus furnish the 
greatest possible spur to progressive methods. If extensive 
dishonesty or ineflSciency creejffl in, at no matter how obscure 
a point, the final cost figure is bound to show it. Moreover, the 
cost records permit so detailed a study of operations that it is 
possible to go back and discover exactly where the leak occurred, 
or exactly where the result was achieved that bettered efficiency, 
and the censure or credit can be given exactly where deserved. 
Besults under municipal operation can be compared directly 
with the results of similar undertakings under private owner- 
rfiip, and the desirability of the municipal work judged directly. 
The cost system becomes the basis for trying experiments, new 
methods, and adjustments in organization, and of determinii^ 
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by close test whether these changes are desirable. In addition, 
it permits a direct comparison of one city with another in 
each of the departments. Where some city shows nnusual effi- 
ciency, other cities will naturally send experts to determine 
exactly how the result was achieved, and will adopt the same 
effective methods. 

CO-OPERATION OF EXPERTS AND OTHER BUREAUS 

The ultimate value of the work of the bureau is greatly in- 
creased because a number of the most important cities in the 
country are undertaking or considering work of a similar nature 
at the same time. New York, Chicago, Boston, Fhiladelphia, San 
Francisco, New Orleans, Cincinnati, St. Paul, Seattle, St. Louis, 
and a number of smaller cities are included in the list. The 
President 's inquiry into efficiency and economy, under the direc- 
tion of Mr. Frederick A. Cleveland, is for the purpose of making 
an investigation of accounting and finance for the federal gov- 
ernment, and several states are considering similar work. Ar- 
rangements have been made for cooperation among the various 
bureaus, with interchange of information and workup papers. 
A fund of $30,000 has been contributed by former Comptroller 
Metz of New York City for furthering the development of ujii- 
form methods of aecounting among cities. The National Mu- 
nicipal League has appointed an important committee to ad- 
vance the work of municipal cost accounting. All these move- 
ments grow from a general study and demand for business 
efficiency in public affairs. 

In Milwaukee the work has the considerable added advantage 
of the active cooperation of experts in the state departments and 
the State University. The bureau has thus upon its staff of 
advisory experts, men of national reputation in all the princi- 
pal lines of engineering, law, accounting and business adminis- 
tration, and nearly all these men are also making special stud- 
ies for sections of the work. The experts in organization and 
aecounting of the Chicago Bureau of Public Efficiency are giv- 
ing active advice and assistance. 

The work of the bureau is therefore neither narrow in scope 
nor local in character; it is as broad as the field of efficiency 
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study and ie a part of a state and national movement ^or munici- 
pal progress. 

APPENDICES 

The following appendices give detailed illustrationa of the 
work and methods of the bureau. They consist of samples of 
outlines of procedure, instructions to staff, and sections of re- 
ports and working papers. 

Page 

1. Resolution establishing and authorizing work of 

bureau 17 

2. Qeneral outline of preliminary surveys 18-19 

3. Outline of legal digest 20 

4. Sample pages from legal d^^ 21 

5. A department organization chart 22 

6. Sample page from digest of duties 28 

7. Itinerary of preliminary engineering survey 24 

8. Qeneral outline for departmental surveys 25 

9. Outline for departmental survey, Section No. 2 . . 26 

10. Sample page from report on a departmental sur- 

vey. Section No. 2 27 

11. Sample page from report on a departmental sur- 

vey, Section No. 3 28 

12. Sample page from outline of special studies for 

a departmental survey, Section No. 10 29 

13. Individual chart 80 
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APPENDIX NO. 1 

RESOLUTION AUTHORIZING WORK OF BUREAU. 
From the Committee on Finance, presented a report counter- 
signed by the Comptroller, in favor of adopting the fol- 
lowing resolution, viz: 

Resolved, That the Committee on Finance of the Common 
Council be and is hereby directed to investigate the system of 
accounts of all departmente of the City of Milwaukee and the 
operations and activities of all departments and powers granted 
to the City of Milwaukee, which committee shall submit to the 
said Common Council for adoption, a complete system of uni- 
form accounts, vouchers and other forms that may be necessary 
or convenient for carrying out such system and recommenda- 
tions for rendering more efficient and economical the adminis- 
tration of the city. 

Resolved, further. That such system shall be centralized in the 
office of the City Comptroller and shall show in detail, accord- 
ing to appropriate standard units of product or service, the 
cost per unit, based on standardized equipment, stores, con- 
tracts and specifications, and so adjusted as to permit of publi- 
cation monthly in the form of bulletins or otherwise. 

Resolved, further. That in pursuance of this investigation, 
the said Committee on Finance is authorized to employ experts, 
clerical and other assistants, who shall be exempt from the appli- 
cation of the civil service rules or ordinances, and to fix their 
compensation, and to arrange for the payment of their neces- 
sary expenses, whether incurred in Milwaukee or elsewhere. 

Resolved, further, That the sum of five thousand dollars be 
and is hereby set aside from the contingent fund to carry out 
the intent and purpose of this resolution. 

Countersigned June 14, 1910. 

C. P. DiETz, Comptroller, 
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APreNDIX^40. Z 

OUTUNE OF PROCEDURE 
GENERAL PRELIMINARY SURVEY 
LEGAL— 

1. Digest of legal requirementa eatablished by city charter, 

ordinanees and related statutes. 

2. Submitted to city attorney and departments for verifi- 

cation. 

3. Copies furnished as basis for regulating procedure and 

governing proposals for reorganization, 

ORGANIZATION- 

1. Organization of each department charted, with digests 

of duties performed. 

2. Submitted to department officials for verification. 

3. Used as guide in department surveys. 

BUSINESS PRACnCE- 

1. Preliminary survey as basis for later detailed work, 

ACCOUNTING- 

1. Study of general accounting system employed. 

2. Examinations of statistics and reports. 

ENGINEERING— 

1. General trip of inspection by engineering party. 

2. Suggestions for coordinating mechanical and other en- 

gineerii^ work and for detailed surveys. 

HNAL UTILIZATION 
LEGAL DIGEST- 

1. Determination of how far reoi^anization can proceed 

freely, and where legislation must be secured. 

2. Check upon following of legal requirements in depart- 

ment activities. 

3. Each department furnished proper section for depart- 

ment use. 

4. Complete copy furnished city attorney, and kept up to 

date by necessary additions and changes as new laws 
and ordinances passed. 
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5. Conferences with officials and departmcnta as to desir- 
able changes. 

ORGANIZATION CHARTS AND DIGESTS— 

1. Comparison with legal digests to determine to what 

extent department procedure is legally required and 
to what extent simply built up in business practice. 

2. Studies for inadequate supervision, and indefinite re- 

sponsibility and authority. 

3. studies of completeness with which activities of depart- 

mmts are covered, and adjustment of distribstion 
of duties. 

4. Working out new charts and digests for study of pro- 

posed organization. 

5. Copies furnished for assistance of departments — espe- 

cially of new ofBcials and employees. 
ACCOUNTING AND BUSINESS PRACTICE- 

1. Comparison with methods of private corporations, 

2. Completed and utilized in detailed department studies. 

3. Used in cooperation with work of comptroller's ofBee 

in general accounts of the city. 
ENGINEERING— 

1. Detailed surveys as suggested. 
March 1, 1911. 



,y Google 



20 



APreNDKNO. 3 

LEGAL DIGEST 

CENEEIAL OUTLINE 
GENERAL GOVERNMENTAL 

I. Provisionfl applicable generally to all city officers. 
II. Mayor 

III. City attorney 

IV. City clerk 

V, City service conunission 

FINANCE AND ACCOUNTING 

I. Comptroller 
II. City treasurer 
III. Water registrar 
lY. Tax commissioner 
V. Board of Beview 
VI. Commissionera of Public Debt 
VII. Board of Estimate 

VIII. Board of Trustees of Firemen's Pension Fund 
IX. Board of Tmstees of Policemen's Pension Fund. 
X. Trustees of Public School Teachers' Annuity and 
Retirement Fund 

PUBLIC WORKS 

I. Commissioner of Public Works 
II. Public Lighting Commission 
III. Commission on City Plan 

PROTECTION 

I. Chief of Police. 

II. Chief Engineer of Fire Department 

III. Commissioner of Health 

IV. Chief Inspector of Buildings 

V. Sealers of Weights and Meaaures 

VI. Measurers of Wood and Weighers of Hay 

VII. Board of Fire and Police Commissionera 

VIII. Board of Trustees of Emei^eney Hospital 

IX. Board for the Suppression of Smoke 
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APPENOCX NO. 4 

LEGAL DIGEST 

IV. BOARD OF PARK COMMISSIONERS 

JANUARY I, I9M 

ORGANIZATION- 

Fivff beeholders of ci^. (Chap. 6a, Sec. 10, p. 126.) 

APPOINTMENT- 

By mayor. (Chap. 6a, Sec. 1 0, p. 1 26.) 

SALARY- 

None. (Chap. 6a, Sec. 10. p. 126.) 

POWERS AND DUTIES: 

FINANCIAL, Shall pay all moneys reeived for parks or boule- 
vards to city treasurer. Shall not expend a greater sum 
than the annual levy. (Chap. 6a, Sec. 7, p. 129.) 

May, when authorized by council, purchase land for 
cash or on credit as required by lease with option to pur- 
chase, either in addition to or in place of lands to be pur- 
chased under Ch. 488, 1889, for park purposes. (Chap. 
6a, Sees. 11 and 13, p. 126.) 

May contract for purchase of lands for park purposes 
or lease with privilege of purchase, but no sueh lease or 
purchase shall be made until ordered by council, which 
shall specify terms of purchase or lease. May make pur- 
chase on credit and a Hen may be created thereon for 
purchase price, ^rli.iout creating any corporate liabilities. 
If by installments, shall not extend more than twenty 
years from date of purchase, at an interest not exceed- 
ing seven percent. (Chap. 6a, Sec. 8, p. 130.) 

May take and acquire by purchase or by lease with 
privilege of purchase, lands for the purpose of establish- 
ing parks in addition to lands provided for by bonds. 
May sell land now held for park purposes, provided the 
proceeds be used to buy other park lands. May exchange 
present park property for other park property. (Chap. 
6a, Sec. 11a, p. 23. Supp.) 

Shall annually use one-tenth of a mill of the special 
tax levied and collected for park and boulevard purposes 
on each dollar or taxable property. " * * 
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APPENDIX NO. 5 

CHART OF ORGANIZATION SCHOOL DEPARTMENT 
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APPENDIX NO. 6 

SCHOOL DEPARTMENT 

DEPARTMENT OF BUSINESS ADMINISTRATION AND BUILDINCS 

DIGEST OF DUTIES 

SECRETARY AND BUSINESS MANAGER. The secretary 
is the huBineas agent of the board. In addition to the 
usual business of keepii^ all records of board and com- 
mittee meetings, and the accounts of the board, the secre- 
tary makes all purchases and lets all contracts except 
those let directly by the board. He is custodian of all 
school property and supervises the construction and re- 
pair of school buildings. As business agent he super- 
vises the drawing up of specifications for purchasea and 
construction, validates all purchase orders with his sig- 
nature, signs all contracts, payrolls, and documents of the 
department, and keeps the books showing summary of 
the expenditures of the department. 

STENOGRAPHER. The stenographer has charge of the cor- 
respondence of the business department, the transcribing 
of records, typewriting, and lists the department billls. 

CHIEF CLERK. The chief clerk has general charge of accoxmts 
and is manager of the business office. He makes up the 
payroll for the finance committee, using the records of 
the Annual Record book, in which teachers are listed by 
schools, and the card system, in which teachers are listed 
alphabetically, as bases. He deposits with the city treas- 
urer all money received. 

SECOND CLERK. This clerk lists purchases of supplies, indi- 
cating the funds charged and the classes of goods pur- 
chased. He also keeps a summary ledger in which the 
distribution by buildings is shown. The totals of these 
accounts are listed in the general account books. He 
also writes the money orders and checks for salaries. 
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APPENDIX NO. 7 
ITINERARY F<Ml INSPECTION TRIP OF CONSULTING ENCITJEERS. 
FEBRUARY 13 AND 14, 1911 
MONDAY MOENING. The party will be met at the atation and 
brought to the City Hall. The City Hall Power Plant, 
Meter Repair Shop, and the City Laboratories will be in- 
spected. Plans and reports relating to varioas features 
of engineering interest to be visited, will be on exhibit in 
the Bureau of Economy and EfiSoiency where they can 
be inspected by the visitors. Lunch will be served at 
12:30. 

MONDAY AFTERNOON. The party will leave the city haU 
and drive via Milwaukee Street to the Third Ward 
Yard where the asphalt repair plant is located; thence 
to the Incinerator and back via East Water Street 
bridge to the pipe yard on the South Side. A visit will 
be made to the Milwaukee School of Trades, and then to 
the Jones Island Pumping Station. At Jones Island the 
site of the Outer Harbor Project will be visited. The 
party will return to the city hall about 5:00 o'clock. 

TUESDAY MORNING. Prom the city hall drive via Juneau 
Place and Prospect Avenue to McKinley Park where the 
party will inspect the Lake Shore Drive and the Mil- 
waukee River Flushing Works. The next visit will be 
to the North Point Pumping Station; thence to the Mil- 
waukee River Dam and Outlet of the Flushing Tunnel 
through Reservoir Park to the North Side Natatorium 
and Playground. From here the party will proceed north 
to Keefe Avenue for the inspection of a concrete sewer 
under construction. They will come back to North Ave- 
nue and 14th Street to the High Service Station, and 
after visiting the School Repair Plant at 10th Street near 
Prairie, and the Auditorium, will return io the city hall. 
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APPENDIX NO. 8 

OUTUNEFOR 
PROCEDURE IN DEPARTMENT STUDIES 

B&aed upon general preliminary legal, organization, aecount- 
ig, business procedure, and engineering surveys. 

1. Preliminary confereneeB with department officials. 

2. Rapid preliminary survey of activities, transactions, and 

records of departments. 

3. Detailed study and report on (a) operating processes, 

(b) business transactions, (c) accounting, (d) or- 
ganization and (e) administration. 

4. Field and plant study of mechanical and technical work 

performed by department. 

5. Submission of 3 to department for verification. (By di- 

rector.) 

6. Special report on financial transactions. 

7. Special report on accounting methods. 

8. Special engineering report on operating performance and 

efficiency. 

9. Submission (to director) of reports ou suggestions for 

reorganization. 

10. Investigation of special problems. 

11. Pinal report on department activities, with recommen- 

dationa. 

12. Conferences with department on proposed revision. 

13. Installation under supervision of bureau. 
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APPENDIX NO. 9 

INSTRUCTIONS FOR DEPARTMENTAL SURVEYS, SEC. 2 

PRELIMINARY SURVEY 

Study carefully the eections of the legal digest, organization 
charts and digests, and any other material in the files relating 
to the deparment. 

Make a rapid preliminary survey of all work performed by 
the department, or division of the department, keeping constant- 
ly in mind the securii^ of comprehensive information in all 
questions of operation, business transaction, aeeounting, oi^ani- 
zation, and administration. 

Check the completeness of returns by a brief inquiry into the 
work performed by each oEBcial or class of employees shown 
in the budget and payrolls. 

The preliminary surveys are made primarily to gain the birds- 
eye-view and to secure the general grasp of the work of the 
department necessary to the most intelligent and effective han- 
dling of the later detailed surveys. 

A complete formal report is not required. 

The investigator will write up the results of the study for 
his own scrutiny, for the criticism of the Bureau, and to be- 
come the basis for the analytical outline and introduction to the 
detailed report in department studies Section No. 3. 

The notes should cover: (a) the department or division as 
a wholes (b) each principal division of the department or sec- 
tion of the division. For both department and division the ma- 
terial should be written under the skeleton efficiency oatline, 
and should be analyzed for omiBsions, inadequate information, 
and BUggestions for the work of the detailed survey. 

The following order of treatment is suggested, but not re- 
quired where the material seems to group itself more logically 
in a diffemt arrangement: (a) Organization; (b) Administra- 
tion; (c) ConstmctioQ ; (d) Maintenance; (e) Operation; (f) 
Business Procedure; (g) Finance; (h) Employment; (i) Ac- 
counting. 
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APPENNX NO. 10 

DEPARTMENT OF PUBUC WORKS 

PRELIMINARY REPORT ON 

DIVISION OF STREET CLEANING AS OF 

JANUARY I. 1 191 

This division, which is part of the Department of Public 
Worts, is under the direction of Superintendent of Street Clean- 
ing Handley, and has charge of all work connected with the 
cleanii^, sprinkling, and oiling of streets, and of the collection 
of garbage, ashes, rubbish, and dead animals. The work, ex- 
cept as to collection of garbage and small dead animals, is dis- 
tricted by political wards, and is done under tbe supervision 
of the Superintendents of the wards of whom there is one to 
each ward. The garbage collection is under the immediate sup- 
ervision of a Superintendent of Garbage Collections, who dia- 
trieta the city for collection without regard to wards. The col- 
lection of small dead animals is made from the whole city by a 
man especially employed for that purpose, who provides his own 
horse and wagon. 

The superintendents of wards are selected by the Commis- 
sioner of Public Works from the city service list. 

The ward laborers, except in cmei^ency cases, are selected 
by the Superintendent of Street Cleaning from the city service 
list, usually with reference to their residence in the ward. In 
cases of emergency they are engaged from any available source. 

The teamsters are hired by the Superintendent of Street 
Cleaning from applicants for this work. 

All employees except the Superintendent of Street Clean- 
ing, the Superintendent of Garbage Collections, and his assist- 
ants, are hired by the day. One ward yard is provided for each 
ward in which are kept the tools, wagons, and materials neces- 
sary to the work. The ward yard is the office of the Super- 
intendent of the ward, and the employees report there for as- 
signment to their work. 

The equipment, such as sprinkling wagons, squeegees, oiling 
wagons, street sweeping machines, etc., are assigned in numbers 
as needed for each ward and are kept in repair by the Superin- 
tendent of the ward. •••••. 



,y Google 



, Google 



